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Farggeent, G personnel of the Humgeaent steff snd the Gfflce of the

2. The scope of this meummmmmmmﬂha

of the TB/S and his Staff, the campanents of the Mmagemeni Stafl and the

ewmlmte the sepsrute compopents nf the /6 erea which have boen inspected

by the Insspector mmﬁw,%&mwmﬂwﬁm

support provided to Uw sperationnl elements of the Agenoy has bewn weig ed.

In the couwrse of this survey, istesvievs werc held with 107 perscusel of the
wite copcormed. Bxtensive imterviews with perscnnel in the ID/F ent IO/I
C. e position of the Db/E ia the command gtructure o the Ageney is — - V

ﬁ@t’ m* % .’i:ﬁ g ol A3

to tlw Agsncy B8 & whole. ngmmwaamaﬁw&mz

comaensurete with such respopmibiiities and he bas not been sasigned
authority pecessary to dicchmnpe Lben eitectively. Uellciencies in the
sFfice of Versomnel aué ia the Mammgeesit Staff relate directly o She -
biguous position of the DD/S in the Agemay command Strudture. in cealing
with the other two Deprdies, the (/S has edcpted & stafl agpreach, relying
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spon pegotiation and mutusl sgressent o acece@ileh his missica. Uhis
negotisted approach is proving inelffectual in certaln sy asens and should
te re~wamined. An Exscutive Director or Chief of ftafy ebould be esiab- |

D The /8 is making sigoificent progress in providing & undiied
aysten of swpport for the emtire Agency. Some support welts, sech e Qum-
sunieations, think sod act as organie sugywart clemwats of DD/P aul ere so
acoepted : others ere making progress; s otill others, nobobly Perzomme!l a\\:
ent Iogiatics, lenve roos for laprovesens. Botation and cxctengs of JeFsomfcl
in the kay to development of & cohesive and unified Agemoy approach to the
salution of support/operutions probless. The DU/ recognizes this principle
enpimais should be placed on the systammiis rotation of voriting level porson-
nol between the tlowe depuly areas.

W m CIRTR O v A G

o

£. Tiw DD/ views his aves prizmrily as & coafedemmtion of twelve
offican snd etalis grouped undes hli, tut each retaining ywiwery resporosi-
Pillty for developiag and emsouting Agency polley. This conoept ie oot

producing the deaired remlts vhen sppiled to components with complec gi*xm'%\;

wide problewe. In such areas, the 20/5 should assume groster commnd m;mmm
bitity, sstablioh policies, supervise cmecution, and, in gavessel, fix EW#
of performance from the top dowmwasdi. Yo achieve such comuand, aod’ to ilmgerowve
coorddnation within the DD/S eves aa e vhols, be should develop s small stafy
078 should aiso be freed from time ecasulug persoual responsibilitics for
such: things az e aew bullding.
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¥F. The positien of U8A/IDS was established to £ill the vold left
by the sbolistment of the Admintstretive Siafl, DD/P, snd in recognition
of the noed for ¢ brides betwoen the DB/S and the DD/P. Certaln admin-
ietrative suthorities bave bDeen delegated to the S8A by the DD/P. These
authorities plase the SSA 1n the snommlous position of exevclising DE/P
coant guthority over matters for vhich he bas stalf responsibllity to
the DD/6. These delegated functions stould be retwrned to the DB/F where \,
they should be performed by an Admintstrative Ufficer sttached to the stail ‘
of the B/¥.

{5 Ivam sttached
to the S5A/LDE 86 o matier of convenience, Lut this plscesent ls inegperopriate
to bis position. These units and thelr persomel sbould o returned to the
IB/P where they couls be administered by the present Exeoutive Gfficer, '0/2.

H. e SSA represwtatives of ihe Office of rersounel, loglstics, sul

p Govote moch of their Liss o the handling of routine sglicrs

whlch oould be dope as well iy spropriate units of their perent crganisations.
“hese activities should be discomtinued so Wal the BSA group can concentrate
on the mejor pecblens of mpport W operetions. .

I. #ith the ccmtimiing icprovement of cpermtiomsl/sugport working rele-
tions, the peed for s bridge betves: the L0/56 and the DD/P is dimiutishing.
A reovierted and strengihensd 03 Btallt should provide the needed coardiinn-
tion of support plamming end policy guidmnes which ultimsiely will remlt in
the concerted artion required fur the successiul opeyution of the Agenuy.

Officials and the SSA/DDS should direct uls effaris to ite solution. i
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Je The Preject Adninistrative Plamndng otelf is appended to e
284/0D6 orgmoisaticrelly but ia sresved sepacately bewmune it presests a
wislque problen. The preperetion of Admindstrative ane bhae loog been o
ajar sowroe of friction between the compounents of the ID/F and the 1D/8.
The responsinility for the development and prepecation of the jwogert out-

fon of

1ine is properly thet of the opersticasi waits as is the deteradim
the need for pn Adminlsirecive Fian 16 supert the operetion. The progers-
tion of s Adaindisteative Mies i within the competenc |
served by sontimuiss & seperate PAP Shaff io the (0/8 4o perform this function.
%, The Managesent taff is prisecily eugnged in providing & coasulting
service vhich iz ineffective in isgwoving the Agency's orgeaimation, melbuds
of cpmation, and meoegement practices in generwi. Fublic law 75 mnd Bxecu-
tive pder LOOTR cbarge the iCI with responsibility for taking positive stepe
to improve monmgement in the Agency through sa active pepgean of ommedpstllon,
comptently seeking ways to incresss eiliclency av reduced cost in Doney wod

wanpower. B such progranm has besn developed and the Zirector's responsi- \ -

4

bilittes are oot belng uifilled,
suaff is iaaggevoristely plased as en edjunct to the
pf6. Hedtber the Chief, Mesagmeent -4nid, ace the HD/G lave been delegated
the authority reguired o mmmemxswﬂﬁﬁmmh prrovewead
progeas. Such authority wedd reguire the maniate of the Director which
would be uniesitreble in viev of the relationship between the three Deputy

f;,, :‘Lm .—,’L‘fx" E3. S et

Directors. The Meusgesment ttalf cen sccompiish it misslion enly as ab wijupcet |

to the propomed Eweeutive Director or (o the Office of the XX,
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secticns, should be cmsolidated into & single SEaff. the Doocticns of this
cefT miv belng performed only in pmrt. The sbeence of an susthoritative
service eondept vilch hes proved to ve imutfectusl. The Ciled, Yemgamwest

grogran has remilted in the adogtion of & ‘eonsultiag

Wi initimtive and lemderchip in the Fieid of menageRont
inreovosant to unit shiefs who avaii themmeives of hies sepvices at thelir

in the DD/I wod DO/S areas but 1ittle or none in G DB/F m/ gupervisory
resgonmibility for the Records Center end the Vital Metarisic Bepository ot
[ |tes vesn assignel iompprojvistely Lo the Gffice of Coemmicatiocns-
These nits should be trensferved 1o the Records Mamgenest Hta

g. Fhe Regulations Control Staff is no more tima a sential Focessiy

are not cloar, coumdinntion is iseffective, wxl, o genersl, the regulstions
feil to state policy and provide guldence in an effective manmes’. The Staff
should be moved to the Office of the LD/s snd the DB/3 should insure thet

prinsijel superviscrs inject coremesl Judgaend and policy in the development

v, The Dusiness Mechines serviees Stary mafatalins active conteot with
Jevelooments in industry and 4s sware o business machings end reisied sguip~
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iz not bringing ¢ g2 effectivaly to bemr on Agency problems.
clrouiatict of information sbout business machines is necessaxy to owerecme
TRt averege. The poor resad is due to the Progrem's reputation |

vide Progress lnitinted by the Oougrees andt strongly endoraed by the Preaident.
‘mmmwmwm&mmmw
tiow to vorvect deficlencies in the Progrem are inoluled in the report.

B mmrmmmmmMmm, Fmlified
awmsﬁmmwmmmmmwmmmﬁ
vide variety of specific legal questions. In soms flelds, notebly taxesiocn
sffective amrvice. Hovever, the Gemeral Crunsel is not sttached to the
Gffice of the Dlrector, mmawmmm,mawmm
MWWMMi%&mmmmm, espeeially on significent
Wuw‘wwﬁimwmmmgﬂmmmeMuﬁm.
is no longer responsible for leglalstive liaison. Although

wcle to the presest arrangsment exists, the legislative
Haison responsibility is inhevest to the (ffice of the Genernl Coswsel and
should bapprbuctstonRalnn sp2RRMAB06 £ GHA-RDP78-04718A002000400031-3
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coufusion as Lo the forve and walsht to be given to Gensrel Commsel optnlons

and rullsgs. The responeibilities and specific functions aselgned to the |

General Counmel should be slarified. The Offfce of the fGecsra) Counse) is

£ & reputation for posing cbestacles in the way of astisns propoced

linitations ond pitfalis, but shonld take more positive sbtepe to advise and

recoomend Wiy of dealing with asuch gbatscles in furthemance of the Agency's
nGations t6 the T0/0 and the DCY pofnting out areas where Lmprovements

SEA/m0E, 1t is veoomme
k. The DUI establish mn Swecutive Director, s Chief of Staff,
the responsibilities of more than one Deputy. (Page 26)
& The DCT clarify the responsibilities snd authority assiged
to the /8. (page 26)
3. The ICI relieve the ID/8 of personnl responsdbility for special
esplgrements, such sa the new bullding, snd pammdit the DD/ to devote

0 him. (Page 26)
%, mmfsmmmmymmmwmuw

hﬂmwmmmammwmmw.
(Page 26)
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5. The DD/S take grester personal respooslvility for este
commiinating, and supervising the execution of polictes designed to im-

Agmucy, empecially in the fleldés of perscoumnel m logistice. (pgge 26)

6. The ID/9 econfer with the D/F and develop policles to insure
PO/E imto IB/B. (page 26)

7. ‘The BD/¢ confer with the DD/I, estadlish & progrum for the

fully imto Agency support planning sctivities. (poge 26)
instend dovelop & samll pexgonal staff of carefully selected generuliste

all DB/S sgplication. (m&e 27)
' ' imﬂmi%,£mam&w 3

whong.

. The functions sad persormel of the be: trens-
rerred to the DB/P. ¢!~ )
e, ‘There be cstablishod con the staff of the DD/F, @ position of

Amintstrative Officer of sentor grede. | (- (c

d+ The adainistrative Dunetions and avthorlitliss de
the ID/P to the SSA/IDS topether with the lLudget ectimate and allotuent
mmmmmwmmiw)uwm 3

to the Alministrative Officer, UD/F, reccumended in c., above. f R
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Sk
g

g in support sotivities |




Approved For Release 2003/08/05 : CIA-RDP78-04718A002000400031-3

durt of & progran desighed to retuce the sdministrative buvden of
with o mintmes of sdninistrative controls. (rage 33)

1%, The PAP Staff as an entity be sbolisbed and its function of
the meparation of Adninistraiive Plans be assigned to agpropris

(Page 36)
1%, Teckmteal guldamce to DEY/P conponents in the preparmtion o

Administrative Flane be provided by the Gffice of the Comgtrolisr. (page 37)

b. The proposed regrlstions provide for the Cagptraller io

[ 1

H. With respect to the Hanegement Sisff, it is vecowmended ©
1. The aisslon sad Dunctlons of the Msoagement (iaff comteined
in Agency Regulation]  |be revised to reflect the requiresents of
Brscutive Ondor LO0TR. (page 4o)
2. ‘The ¥angeent Staff be tvenafesred to the Gifice of the
Directer and that it come under tie Lmaodiale supervision of the 1DCI

or of an Kxecutive Slrector if such & posivion be establishel. . .\
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3. @&. The three separate 0% sections be consolideted into &
single staff under the supervision of a Chlef, O, reporting to
the Chief, Maomgemeut Stafll.

b. Staff meetings of all 03M offfcers be beld regularly for

the purpose of full discussion of Agency menagemerrt problews. {Page 46)

L, The OM Staff tmaining progran be sccelerated to provide for
the assigument of e minimus of two ORM officers snmually to externa.
. treining courses beginming with FY 1957. (Page 47)

wmm M R STy

Tmmmgan&mmapmwgfmwmmwimmm&m&m
in Agency ranagement training courses. (¥age 50)

6. The functions of the O&M Btaff be revised to rellect more ac-
curately the proper mission of the Management Steff as directed by
Executive Order 10072 (Page 31)

7. Responsibility for and edminigtrutive control over the Reecords

Center | [be trensferred from the Office
of Comunications to the Manegement Staff together with jresent T/C
positions and personnel. (Page 55)

8. @. Complete responsibility end supervisory comtrol of the
Vital Moterials Repository be trensfervred fyom the Office of Communica-

tions to the Mapmgement Stafi.

p. Vital Materiels Repository become a brench or section of
Records Center and administered by the Chilef, Records Center a8 the
senior BM Staff Officer st the amite. (Page 56)

9. Agency Regulation|  |be revised tc clarify the responsi-
bility for properly indexing vital mmterials held in the Repository.
{Page 58)

Approved For Release 2003/08/05 : CIA-RDP78-04718A002000400031-3



Approved For Release 2003/08/05 : CIA-RDP78-04718A002000400031-3

. Upeseting Gfficisale be informed oF their speciiic
s and be directed 1o avall themseives of

the sexvices of the B Btalf. (page 59)

e &,

comearst Sudgeent and poliey iote the systes, both in the spprovel in —\"’/
srinciple of proposed regilations and in the resolution of imta-Ageney

b. The hegulations Control Staff be removed from the Honsgemet

Staft and attachod direstly to the QEfice of the TD/S under the directisn
of & capetent senior Gpeciel Assistent for Megulatory Issuances. . . o,

1. s, ‘the 85A/EDS, and the four Reguis- 25X1|
tiome Control Staff personnel presently detailed in the D/ eres, bo '
jolmed into cmg Publications Unit wwl assigned pemmnently te toe /e,

b. The Chief of the SEA/DS, be 25X1.
coemerviod by the 3EA/DDS for his ailigence and devotimn to duty in con-
simsiog bis wresitting efforts Lo discharge his jublieaticus responsi-
bilities in the face of Whsually difficult and trying comditions. . .
v, staft, confer with the AD/CR sod agree

l&s m %@3 S o
porees of the Dusiness

upon an aggrassive orogrem uiilising the Joist re
Hochinmes Dervices Dtaff, Heregerent Steff, and the Hachine Divislon, R,
to soareh Tor and identify srems throughout the Agency, espesially =t

m&mg axi ointly reconamnt specific solutions as sypropriate.
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sdvances Lo and pessible ggpileaticns of newly developed uifice busginess
machines and related epalpment.
2. Ghe Chlef, Famapesent S%afY, conlfer wilh the Divector of
ing anli agree upon & wooedure foy wtilizing the fnellitics of the
i walue of

sergonnel on the estdvities, responaidilities sl potertis

be Ageney repulations] |

service Comission refuletions of ¢ Hovesber, the stalff stuly on swerds
be pmilished ez s metter of priority.

to provide bromier cperetionel apd mibstantive membership and that the
Chadrman of the Heard convene pestings 88 frequently ss necessary to
cilninate the Agency becitlog by 31 Decesmber 1356.

Jpon gubliemtion of the tesic regulstion estebllshing the
Ieogrme, o Umedinte and well sonceived progrem publicizing the Inceutive
- Progeos bo lndtisted by the Staff woder the guldance of the Io-

oendive Averds Pomrd. In the event dlsagreement over the scope of the
capgmisn develaps within 75/7, the satter should be referyed to the DCI
for decialion.

. Vhe Chief of the Haomoeuwest Steff take inmedinte action to

vpprade the professlionad poslitions on the Investive Serds Maffl and
inmuere that the positions sre filled by the most highly @ualificd and
Approved For Releass 200308105, GIA-
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e e Chief of the Incentive Awaxis Starff and the Chairmen
xﬁmmzmmammmmwwwﬁ

the boele functions of an appraising office.
¥. The Incentive Awscds soscd esbeblich snd adhere O ORe

1. The Geperel Coungel digeontirne mom-legal ectivities, such 65
revriting regsiaticns for the 3/, and concentrate mximem effort on
the Gevelopment of o well orgenised volums of jecedenis ani interyrota-
tlong mﬁmmmmmwwwmmmmm

gmmcy and to the intelligence commuwity as & whole. (page 82)

b. “he Geseral Coussal copfer with the Directer of Tralnin; end

(Page 8k)
3. The ID/8 ond the Ueneved counsel explore alli sitesnaiives axd

arrive &t s volution which will peswmis the pebeation of the present
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b, @&. The Genersl Counvel develop sn sffirmstive sttitude towerds

requests Tor lagal sdivice and seek to mpport to the zeximm the goels

b. The Ceneral Counsal adopt 8 positive progyem of mking -

mendations to the BD/S apd DCI on arwes vithin the Agmcy
o and lmproved.  (Page 89)
5. & The /5 review & cetablish in conclusive texms the

e The Lenered Counsel conduet & coneuiwr survey of the we.lue
dn 8 Soremt which clewriy oxprosced
g. The Ceneral Coumpel develop and msintaln W to dabe stulles

thelr purpose, #tatug and use.

and vriafs om all 1w and ecurt declisions bteering upon the interprobs-
ouhive privileges a8 relisted to the gpecific fumetions wxi

thon of Ewe
woblasy of this Agendy. (Pege 92)

G In any over-all reviev of oo echelon assipgmente
pility within the Agency, eraidion be glven o returuling the
lopisiative lisison Fanction to the Genorwl Coumnel. (Page 9%)

is a rolntively new position
within the Cestral Intelligenoe Apency. In 1950, the then Director

for Mainistretion,” (ID/A). This official was sugposed to keep the

Approved For Release 2003/08/05 : CIA-RDP78-04718A002000400031-3
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)ixmaﬁvia%mwhmmmqawmmmtmm
pulget and fimace, porscancl, security and logistics. fraining and

LoD

mications, two functions normmily sssocisted with admiaistreilon,
were ot initlally subordimated to the ID/A. Hoth the tmining and the
comiuniontions Tunctions had bees developed by the Uffice of fpecial

; latteriy essiated to @ certain sxtent by the Office of

roliey Coowdimation. Weither of thoes offices hac much syEpathy Wit

s confidemnos in the adnintistrative obe of the Agency as they

were then directed, andl consequently
to @ contral muthority. As & result, Tmlning and COREUNLOS
created ms sopmrste offices. fn 1554%, vhen a change was mede in the
Assistant Director for Pepsomnel, timt (Cfice alisoc was glvex indepenient
status and, Like Training end Commmicetions, techalsally reported to
the DLI directly. In 195%, s progossl to creste & fourth Depuly Dlrector
o myervies and dirsct the Fersommel, Medical, Seuvity, and Tralning
(#iices resulted in o decision by the Director %o subordinsie ihe three
to the Daputy Director for Admisistration. At the pame time 1t was
Gecided to change timt title to Deputy Direstor for Support (DD/8), the
change Deing mede in an effmt to redlect more acCUIBILLY the Proper
funetion of these components and to iessen frietion with the ID/F organi-
axtion. Thos, it is only since February 1955 that & DD/8 in the present

mhe Lmmediate OFfics of the 3D/8 consists of the Deputy Director,
the Assistant Deputy IMrector, eight speciml Assistanis, one Meniniotrative

Approved For Release 2003/08/05 : CIA-RDP78-04718A002000400031-3
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Lssigtent and elght steaogrophic snd clerical pevscanel. Guly ooe of
Gffiee of the DB/s. The rewsining seven are aach responsil

of the following: weuwervision of Lhe Project Adsimtatiative Flaoming
Staff, suppord to the Clandestine Services Flamping Board, ocooddlmeilon
of ID/8 reguiresents for the new bullding, esergency plaxning sod
ghysical security, fisoal esd Ludgetary ilaison, ID/8 treiming palicy,

sépinistretive point of viev the UEfice of the ID/S is & model of
efficiancy. Flles arve complete el orderly and aye cantrally loosted
in four safes smintaioed by & smell Dzecutive Registey. Office perscomnel

ore kept Informed of current developasots through the civenlation of a

deily resding file. Administretive detall is beld %o & mimimss snd
there is & geoeral sense of omder and control wideh refiect fmvorably
yoon the interest of the 00/ ool the competence of his Administrative
‘ Ansletant .

o 3. The Commnd tosition of the /S

- g« Tao regulstlons besr directly on the position of the /S
in the commend structure of the Agency. ‘
25§<1A {1) Regulation|[  |the basic regulation establishing
responsivility for asl authority to amry out the Nz s aasignnd to
‘ him. The regulation furthe: delegates to the BD/E the esercise of those

a af
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(2} megulation |:|ma.m specifiealiy vo the DU/S

telligence, operaticonl, aai reisted activities, ' and with “divesting

b, Theso reguisticns aypenr to assign the /6 a comassl
position to wmmmm&muammmm, with respect
wmmmw{ﬁm@zm,mwwm@am gloaxr.
Sowever, with respect to the

his position is not clear.

gement, but ales Tor he estabiiskaent and eaforcomeny

e Tor the activities

of such offices ss Treining, Logistics sad Persaanel. Folicien eutab~
mmmmefwmmwmwww«wwzm
entire Agemcy. Does the Db/E have o trus command position in sstoblishe-
mmwxﬁ%wummwwawfmf Ir the /38 is to
mmawmwmﬁwwwmmm, if be dces ercisd
much Agmmay-wide comntnd, e will came into conflict with snd invade
Mt%@mmmmwwwwarwmmmwm
af responaibility. ﬂmtmhﬁaﬁdwwmmmmngw
principel grobles fmeed Ty the /8.

B mmﬂaﬁWWWMWWWW
the positiom of the DD/S, le cennot esmrcise comand Punctions Wik
meWWMWﬁMM@@W&%W
nis power to resoive. Yei, wmmmwwmmmm
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will not De effectively dischmrged. Paced with such & sitvation, L5 -
recogniningtimt oo good will coame from Peypetustiog historiosl
spordame, the UD/3 has moved with care sni delidbermtion to sook
seseinlly preagatic solutions to current padhbless. In su doing,
gmamamum@mwﬁwmmmwm} reiying
mwm&mm‘w%aunmmimwmmwwm

avthorities in sreas sasigned to the other Peputies. In pursuiag this
poverse, the 20/S has shown both wisdcs and patience. e should mot be

crlticised for his reluctance to utilize cawmnd mthorities for vaich ’

iy placed and which in themselves ere smbiguous and

pnd sesigments ghould be ciarified by the Dlrector.
d. Datil such time & these command lines ere clarified,
wit responsibilitics normesily sssiged to the ID/S will
sptinue 30 be ineffectively perforwed with serious conssguencec to

the Apmacy. The futils efforte of the Manngemerst. Stafl Bo operete

effectively in a staff cepecity are discussel lster in this report.
Huch move serious, bowever, is the situstion with reepect te WMM

1

Persoanel ave Mgxeszive. oy DB/P officiale have Lmplisd cisarly
that the 0ffice of Ferscemel s aeithwr egquipped nor guall

voleod within DD/8 ebout the difficulty of rotating persomnsl ever for
training purposes. The 25 April 1956 Inpector Generel Sorvey of OB
in she DO/L. "

T
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2. Under present compmnd arvangewents, it is lmpossible to
soe how the perscuonel mitustion dan be mmterislly isgroved. The (Ffice

personnel throughoul the Agescy: and it must be alde w0 coomdlnnte sli
activities concerned with persarmel inke one cobssive progran expressing
eyt s total concern and inbercet in its people. There bes
bown no clear delegation of sueh suthority to the /S uor to sayone
wlew in the Agency. The esteblishment of A fourth Deguty for Pevecnoel
(1o include the presest Office of Personpel, Training sad Seowrity, s
responsitility were o iod by conoomlbast m;s'% prthordty .
Inlene an wwowally capable iludividual can he found o haed such a
Beputyship, the necepmury suiloeity to solve the perecunel proolen

- should be assigned 40 the DB/S unler the presemt orgmimmtics

EL M thyvee {or four) Peputy organisatiorml conceyt appeers

theosry. However, there sve eewisls peineiplos of orgendsaticn and
far developing and emecutling

Efforts to make the 19/8 respamaibie
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Approved For Release 2003/08/05 : CIA-RDP78-04718A002000400031-3

poiicies applicable to the other Deputy aress fall in this cutepory.

The Ageswry needs s Bweomtive Dirvector, or "Chief of Staidf” to coopdisete

end direet sotivities transeesding oore than one Depady srea.  Agency
Floamning, pavrsonpel, eud smomeamct aoblvities wrald full within the
provines of such sn Esecutive. He would bave the authority and ompmnd-
sational position o insure thet problesms of Agssxy
sualt wimmgwmmmmmmmmm in
aow often the cose. e would insure that problams are thought through
and completely stadPed pricr to mederral to the Dlrector for desision.

sonpentrate o the salor poliey and aubstantiv

e gperetions. In addition; suwch an organd
the B/ fron hls presert ancEmlous compend position and relieve hinm

e The suggort Fole of the ID/8

&, Jhen I5/P Asindetve

the Director decided comclusively thpt there sholdd be Wit coe suppord
sywtan in the Agescy and that that swpbort systen would be provided by
nd position, the 2B/5 is respoosible

the /6.  Irvespective of his o
for and is sapected
speraticonl ent veloted sotivities.” The decision mesns thet /P will
not aveabe his own support stalf and thet comversely If/S muet provide

effective sugport fow DD/P. The oo

room for laprovement. /6 peswonns)
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ovgpnlc support elanents of the DB/P. Some TD/S compone

Communioations, have achiewved this status and are so scougted b /7.

Sthers such a8 Securdiy, Treining, aod Medioxl, are maiting substanticl |
spopress. 6111 others such a5 Loglstics and Perscmmel have much 1o /
. Fotice 31 Jamary 1956, "Organimation and Direction

o CIa andestine tervices.  furtber cvlarifist the smuport sole of the

D3/9 by emiing 4t clear that ia cverseas areas the D/P and his delapecs
wave full and complete comowmnd sutbority and responsibility. In & sunge
thils is compersble to the monompous compend position comupled Ly oo
Chiefs are Dully and capletely responsible for all operstions and
decigions mede in thelr ares. They oao be gudded by the teddmdcnl
bility for deoisions is to be uneguivaos

¢ thelre. It pove: sway Lrom
ministrative declielions el oaveed such matters off on swpport personnel

wao in thelr tumn adapied & coosmnd-lilse stittuie toumxde matters which

in the Fimal soelygis can only be properly dscifed by uwnit chiefs. If

thie smse comeept can be spreed tiwough Headguerters echolons, much

furihier progress will be msde in clewring the sir betwesn the ID/B and
mnel 50 svodd inherent coxpand responsibilities for suppost mtters
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Comwarpely , Wwﬁﬁ
are apt to misconstue their role and consider thet they bave some
area of command responsinllity, or ot lLeast veto power over dperailions.

afmﬁwwﬁmmmwwmnm&w

ngﬁmmﬁmmmmmmww
e that DD/P tas setured and estalilebsd its own checkts and balances.
o the other hand, there is a fesling within 00/5 tiut unless rpecific
checks nd balances ere maimtalinoed upon ID/F, the wnigue maswa &

WWW@&MM%WW@MW&W
Director's speolial suthorities. The samwer to the predlsm lles pome-

ol DD/P and IN/H vecognize this fact well; however, ab% the working
Level anelent Loyelties sre still precluding a Sull unity of purpose

4. In the finsl mmmlysis, it is the rotation amd interchange of
WW@M&W&W&MWMWWM

operationel COMPOIETS. /P perscunsl, insofar as secwrlly pemits,

gt Le wmmawmmwmmﬁ%gw
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Agoncy zoele and problems. The ID/S has given full recopmition to
thie need within hiz imediste office by recoraliing both his Depady ad

Adinistoative Career Service Boerd usder the jurisdiction of the ID/S
vorks diifsently to place the best gualified personmel svailatle intc the
sugport poniticus of the TO/P. The endire concegt of the Special Bupport
Assietand /IS Ls divected st inproving support to the MD/?. The /8
has spared no effort from his point of viev in meiing the copcept of &
et io pobbion of

single support eslement work. However, s pore aysb
personnel, especially from the M/F inmto the DD/B is repuired if umity
of parpose bHotween the two aress Is to be achievad.

¢, In the mujor effort to support DD/P, progress in the DB/Y
aren has vecn virtuelly ignored. The present gystes of rotating
sduisistrative carser perscnnel 1s limited to the MV/P ares and dous
not ewtend to the offices of the TD/Y ares nor eves to the Dusiiate
Office of the ID/I. The Specia) Flamning Assistent /DS, though con-
sidered vosponsible for Agenoy-wide support plamning, Ims incluied the
/T in Ma plamiing activities aily to & limited degree. This eclusion
of the DD/I from consideration in comprehem
oh/1 area in all Agency suppcrt planning, especially in the developmendt
of teaining and rotation srogroms designed to forge the entire Avency
Funetioning of the 10/3 Aren

a. The #0/8 has six major offices and six peparete stelis re-
porting directly to him. e views these twelve unite prioerily sz a
sonfedevation crpuizationally grouped under him, bui with esch unit
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chiel retaining primary Agency responsibility ia his respective field.
Tap Level Ageney policies and decisions sre pesseld by the /3 from
the dlrector's Steff Meetings to the various unit shisls grouped under
hi=m theough bi-weekly stalf meetings and direct conferences. Each
office or etall chdel 1s then, to a large oxient, sxpecield o deveiop
e implepent Azency pollcy in his sssigned aree of responsibility.

A & comeeguence, the DD/S hae ioitiated and formslized omly & limited
anount of policy at his level, though retaining & review function
wver the palicles initimted by his subcedinates. The performsace of
the varicus offices end staffs under the DD/B have veried widely, pertly
tecause of the relative impmct of commod Droblems alresdy dlscussed,
and partly because of the basie competence and experience of the persomnel
iavoalved.

%. subject to the limitations on his own authority, the BI/g
is responsible for the over-ull performence of the units under him.
Given this responsibility, it eppears thatl in several areas the DD/ 3
hae permitted too much sutonoey to the lens efficient unites in his
ared. In those aress where the support beinmg provided to the Agemcy

Aeguate, the ID/5 should persomally imtervene and take action to
correct the deflclenmcies. Do ¢hould establlish policies ml goele vhere
aecesapry and inalst that his senlor subordinete officlals adhere thereto.

He should endemvor to deml with unit chiefe in & more 4ddrect manner, sod

. - !
unduly oo hir time and patience. [In short, it is felt that the "eca- |

feoderation” comcept should only extend to those ID/B units which
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demonstrate consistently superior accomplisiment. With respect m%
1osc efticient aveas, notably Ferscanel and Logistics, the DB/S
should exercise stronger command end fix standardzs of perlormance
froz the top dowo.

¢. Under the sonfederstion theory of pansgement, the DD/8
initislly staffed his ismediate of fice with specialists from sech malor
subordinate component. These specialists wers to pertore & liaison
funotion, keeping the DD/S informed of develogments in the respective
components, but they were mot Lo come between the 10/8 and his come
ponent chiefs oven in a star? sease, This arrengement proved relativaely
unsatisfactory, in that the liaison specialistes tended to lose egntact
with home base rather quickly snd yet could not fiil in afTectivaly ae
over-all generalists. The UD/S now appears 1o be moving towards o suaall
staf cemposedt prisarily of sealor genaralists.
d. mtmmwmimudmmuﬁwm

1y strongly endorsed. 5Steff asgistants of this type ehould sssune the
major paxt of the vurden of daveloping policy and ipproving ccordinmtion
at the DD/8 lavel. Problems requiring such ccordinated action at she
up/8 level imclude the development of & sound regulstory systen and

the development of & coordimated staffing pattern for DD/S personnel
oversess. The Special Planning Assistant is now pesrforming functions of
the type envisioned Tor & small staff of senior generslists. The
Spucial Support Assistent is performing s related, though separate and
pore specialised role. Stafi sssistasts of this csliber are reguired
<c asolet in sosuring unified apd goncerted ID/S astion in those arcas
whare the confederation eongept is proving ineflfective. They should

25

Approved For Release 2001}{08/,_65 CIA-RDP78-04718A002000400031-3

T W P




Approved For Release 2003/08/05 : CIA-RDP78-04718A002000400031-3

noh impinge ou the responsibiiities and prerogatives o U
L ; p . ol i t 1 ir
*@awﬁ&ﬁ%mmf@%%%m&maﬁhm
shiefs & ;
responsibliities 18 e ChRT .
a. Seaniag for the D puliding is, perieys wasevoLdsbly
& i"w . 0 m
ipberfering with the Juopar funesiuning of the /s, dost of
‘ i ; ; i by the Chief
problens emaceraing the nav suliding should be nandied by
of Logistics snd otoer senloy sugyost pereonnel yether oy
P/ g persuselly special aBsigiwments of this mature DONGWGR mach time
. | .’ 3 @ . pyelve sepRIale
mm%wmm!ﬁfzmhmm%a&ﬁwu

offices and etal'ls.

L. The Du/E develop aml state g:mw i‘m' ‘:ug %&m‘@ igf

this report. | |
«. Tpe DB/E take greater pevsonal Wﬁﬂ@&im ta;mﬁ;
\ishing, coordimeting, nl Buperyising tom oPeCrL ¢ golielos

insure B preates x-ww ,
capeclally fros pofF into UD/8.

7, The /s confer wiih the DD/I, establish a Wgﬂm
the w&‘mﬁw af sdmipistrative carecrT perecnnel botween
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] fiéﬁ}m& fully into Agsmcy support plenning activitles.

instesd develop a mmil persosal staff of osrefully selected
generalists gelified to sseist him in developing and acooriirating
policiss of over-all PD/8 agpliention.

Sgevial Bugport Assigtant, 10/3

1. The position of Spoesal bupport Assistent, DD/B (S8A/IDE) was

established in Februaxy 1995 ty omder of the XL, At the sene time

Eo

the position of the Chtef of Administrwtics, ID/F, was sbolishes and
the Punctione of timt offics were ressaigped in part to the Gifice of
the ID/0 and the balance Lo specific suppori CORPINETLS

Commmicetions, Persconel, and Treining imto o centrelimed sugport
4 as H/5.) The 534193 was chwrged with “gpecial

mmﬂmwmmmmmmmwmamﬁ
capactity and would not asowse any /P coassand sathority. Certain
apecifie respounsibllities weore assigned, chlel anong vhee being the
coordinetion of sdministrative support plamning for the Clandestise
Services.

2. The SSA/DDE is provided with a staff comlsting of an Assistaot
sl B alse hes mupervisery respoasibility for the

and the Frojeect Adminie-

sections of this report.
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3. The Offices of Fersomnel, Logistics and the Comptrolie
and eoordirmbe the sugport ¥ lities of thelr offices to the
Clandewtioe Services. The total muber of these represantatives wwy

4. With the centrs

ation of support sotivitios 1n the IO/ and

it vms beligved to be mecessary to provide 8 “bridge bLetweon PD/S

sl DfF. There was & great need st thet time to develop & better
lergtanding of mtual problems and 1o rovide cloper cowrdimetion

the alisizetion of the ofice of the (hief of Stminied

i mapthw the S6A and his associstes have made & fine comiribution to

the develojment of hammontous
tho Agensy. The initial steges of transition were 4ifficult and
reguired the patient appliomtion of tact, lplomacy s good will oo
succens lme besn achieved witich is superent 15 the lessening of ill
/e steff support to the BB/P.
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- cdhjective-thel of expedting the supmort of the Clandestine Services.
Majosr irpoovemonts bave boon made ia the arves of budget and fisoal
matters which jrevicusly have beon the subject of much ecmplatnt.
Tsere in & gretwal closiag-in on perscumel Droblems, Wt Little rogress
tas been made in expedlting loglstionl support of cperations. The \
mmmmm»mimﬂmm,ww,mmm
= group is indlestive of

the lack of ey sewd for high-level ‘expediting” im their behalf.

setip & are bemediting from the geseally lmgoovoed climde re-
suiting from the effurts of the SHA group.
troller perfoon a vide variety of routine funstions whish tonds to
extensive nonitoring and review of ojects and progress, considesation

sctivities. et of theos sre functions vhich noomelly would be per-
forsed Ly eppropriste units of their “home” offleces. However, the
to then for congiScrotion beosuse 1t 1is the eaglest and guiciest way
o got action. In contimming to perform these relastively routine
tosks the represantatives dissiymte thedr talents Wy acting in the

Approved For Release 2003/08/05 : CIA-RDP78-04718A002000400031-3
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Dunctions are in the matwre of sugpart, it is a pecisiised activity
op/r.  The should be retwned to the VP and i1t is

&1 that the most sguwepriate ssce fur it is the Office
Bspseutive Gificer, DO/S.

S. The SSA/EDG has bemn delegmbel ocerteln sulhority Wy the ID/F

to sk for hin ia epecific shdnistostive mtters. It was stipuisted
in the arigine) order of 3 Febrwexy 1955 that the 504 would not cosume
wy O/F eommnd suthority. However, the elimination of the Adedwnietretiv
and it bocwse necemeny for him to mssign certaln respomeibil
muthorities to the BSA. This has created an undesirale sttustics in

of the
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which the S5A i not ouly serving twe mesters’ but exercising commnd
authority for the DD/F over actions for which be has stafll respons.
bility for the DD/S. Thias situstion can be corvected remdily by the
establistment of o position en the JO/F's Staff for sn Adminigtreiive
Offioer. I% sbhould be strepsed thet this is 2ot & Bugsmstion

st offioer of sonior gemde provided YW the PB/S mnd,
the functions now asoigned ty the ID/F to the SHA and also the budget
take to perform mpport functions viich ere now the responsidbility of
the BB/S cumponents.

sl 1n this report will peomit it to foous 1te ot~
trative prectices, ROCSEI0E GRd DrOOSLIOd Gre 8O aomplex and cusber-
some thet much operstionn) sssgover is lowt wevely in complying vith
revexts, Twe good reputation of thls Agmcy is |
baged lsrgely on its abilily to pet uags dome gulekly ani with a
dinbmsn of red tage.” e is 8 danger now in the trend Lo moTe |
become of uresscratic as the old, well-smtrenched Covermient
If this trend iz pemmitied to comdimee it will be tentamoon

. the refuction
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romaitting operational saicide. Dweesuorasy ln this Ageooy puet e

pl reqguiremente, e SBA group should tske the ixttistive io

swlyeing the Director's stetutory suthorisies anl resprugibilitics
ng the reguirenente of sound administreticn. fSpecitfic

Byl gl

e
requirenarte ool comrols should be jressmtod to the /8 sad ID/F far

w = Xﬁ'?@i"’:% slgsethe i 11l Eedaelly
jevel Thrides between the DD/F sudl DD/8. The need for the consiant

clemetion of the ID/E ELaLY
this veport mpeer to diglate the witizmte diaposition of the GGA grong.
A tosmeition periol of aporondimstely 12 to 18 months will be required
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Lovwdiote revision of iis wrganisailon and activities as disoussed

%W%WMW&W
Mﬁtmmmw%mmmmmm
thedir coavent orgenlss

transferred to the I/P,

1 m-mmmmﬁmmmmwmmf?uwum
of Administretive Offlcer of senior grede.

%h %a WM% m*&im m mmtmﬁ:m Wwﬁ

oy mmmﬁamﬁ. to tie Istrs
in pepegregh 3 sbove.

cat e & m:gm; o ind = ks
s ammm ﬁewim W&w mm ’uy ggm%w s
support with & pinbee of aduinds ve ecotrols.

oty Administowhive Piponing Staff (PAF Sedf}
1. The prineipel funcelon of the FAP SMaff ia the pregerwtion of

25X1
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25X1

l%emﬁ-i’wak?m;aw

milde the conduct of \EmsuRl or ‘mpecial’ projects is unguestionslie,
et the mesont pwthod of opeyniion is cwiticised widedy.

G mmmmamﬁ%@fﬁmmm
wmerf., Thie ie pertieularly true of the Fi Sewff which Seegaeil.
is pepctioslly Deposeible 10 Frepare & maningiul Administoaiive Ulan.
in ieu of docusuted cpemticel data. B/F

Approved For Release 2003/08/05 : %@'BDP78'04718A002000400031'3




Approved For Release 2003/08/05 : CIA-RDP78-04718A002000400031-3

soio the pwoject feasible. The Pisn becmes an integral ert of the
af the

s anll te preparetion mhould be within the ooupeteanos

sntive Staffs of the DO/PF cepopents. There sppesrs to e no
umedul Repose cerved 1o oumtliming the existence of & swgesude BAS Stalf
in the ID/E to purford & function whlch can and should be Sone wilthin
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CFR 9.h and will include in the Agecy’s regulatory syeten the policy
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B.  Foyr wany yeus affords bhave besn sade throughout the

Bramch of the Ooverrment. It directs sach ageney heal to gystesaticelly
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review the effectivemoss of his aomey's Bogtss and the aconosy
{1} %o debemuine ropran sffectiveoss.

{3} 7o plan snd take Lagrowessnt sctlos by
{a} Identifying
Mo anl opergtiong.
) Eriority of iggovesmt aciians ia
terms o potentiel soonomies o bettsr swmvies to the miblle.
{v) setting time schofules, and assiming resgonoibllity

b e
Y ‘m(l

{4} To encowere weployec Rt
wovenent by ldomtifying, for purposes of recopaition end emeds, those

1 in the Agsecy; () teking sstion to achdeve jodentim ime
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mewt of & olalf adeguate to the Jurpoee. Hithin the Agiany, the ‘Boupe-
cubive Opder. dowever, wier ita present cherter, ooimaad. pomitia,
ating concept, the SLfP ie not discharging the Director's

the Hmecubive Opder “to systencilcally reviev the Ageney's progross
wel; 13 besie to the
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£, Stai?, ®s an adjeact oF e T0/8 Mefr,

T engble it to scconplish the mission regulred by the Bxeculive (eder
it ot Be it a posiiicon o spovide dlyeot mugport o the DCI. The
b oig p Dumetion of compand which can only be

ment Steff would be a2 o pext of the Office of an Beecutive Divecior
of the Agemsry. loos dosisoble, Wit epmlly offective, wnls e the
i Staf? to the Office of the DCL where it

"**\! Rt m

wighes of the Director to redoos the muber of Ageney offisers repoptisg
dirvectly to hlm but the overviiisg requiresent for the wffeciive ser-
of this aiternstive,

e The Hpegesent FaLY could reemin ln the positicn It aow
cocuples mnd could sceonpligh its purpose 1f the DCT directed the ©D/8
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ei sythority. This is the least desisble aitermative.

mmﬂ'wwmw&mwmw, i mﬁgmmw
established,

ek glgo fails to acoompliah its ourrently asalgnesl mission and per-
forsus ooly pers of its assigmed ¢

tn Getail in the following sections of this report, but 34 is appropriate
wwﬁmimwmmwwmmwww
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e osomplished in this Apgemey without a thorough

rpedto-knoy, cover, secxity, &l the

o be elavatel to the posidon it should poouwgy in coder %0 a0
its moper mission, it mwt be staffed with oapmbis perworiiel. whe oun

mrted by persons of stature and recognized scoplishoes.

B @wwmw iy e bR e

(1) Develsy and retsmment
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(&) Conduect studles of crgaalzabic

(3} Review snd coordinato proposals for Tebles of (rgpoisa-
tion and peresrel swiling cheuges) coudust
sions 88 o nabers and types of positions sod mwpowar reguired.

off CIA snd arrungs for the utilissblon of oubelde upmagtneal

b. The afT le ceganized in tiuwe sepmruie moct i
goeh of the Agemoy's BRJOT &Pens. Bach section is besded by & ohiel

pX9

wmwwammmumwwmmw
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Apmey-eide bosis, The seiivities of a single conponet

ares are not wrelated to thase of other ccggobmats in the ID/S and
/P aress and the Sk Btasf oadld Tuneilc Iy if ite
seere et the Denefit of broader experiesce throughout the Agency.
sane Gegree of axibility fs adieved tiwough the cconelomel aesigameat 25%

tlon of as "aevoss the m %aﬂ?ﬁk“%” | www“"*
4. The DD/F section, kS
-'mmmwmmmmmmmw
of {deas. The separebel 1D/? sectlion bas Deen eetabll
of “ogerstionsl neoesmity.”’ It 12 believed ihet poxiatily sal fieguent
ey velSSity in the belied simoe it is recogaiwed thut non-ID/P personnel
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bl relustance of WAy Superviscrs 1o have thalr mmmgasen
Fractices subjected to criticml sosminntion. However, the O Staff

was besn apsigned Agensy-wide respousivilities which must be disciarged
v@mbmmxwmmmmmmmmw

m%wwmmamwmm&mm&
mwmmmmwmmwmwagwmt
ammtﬁamwmmmmaaﬁthMf
uder the supervision of & single ehief.

It is recomsende

1. The toes sepnrete O sections be consclidsted into o %
stncle staf? usder the suervision of a Chief, (&, reporting X
Lo the Chief, Musgement Jtaff.

2. Saff meetings of all Okl offiowrs be helsd regnlarly

for the purpose of full disouesion of Agesuy WEIgererst
problens.

taining its molicleocy, sspuiring pov technigues and Meeping up with

accelereted to provide for the assigmeent of at least two OB offlcomrs
gnmslily to external advenced meumpraent tralaing OO .
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m %‘ﬁ pporeasemlies 4B

: : L AN w a

%@hﬂlﬁ;ﬁ?;
z. WW@WWWWW%M

| :
25&X1A Agency Begalation arvigions & Menagasent Ftaff actively mad

ki L m &f 1% mﬁr‘m e Wﬂ w m ﬁ QMM

ney avoept or reject the pdvice of ORN aad, ix facd, is oot yepaired
o petdt it sdvice 1f he does ool chouse O 40 80. The OBk Bball ey
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st the divection of the IP/E or the IBUT aad in those lowtances the

Q5 SEAZP can oot with o memcure of suthority. The reeulte of thesc

B, Chenges in TEblos of Grpsisstion and perecuncl ceilings
zequive the concwrense of the HD/S and swe sulmitied to the O Mafl
for veview snd coordingtion as & matier of ORIwe. _
in T/0 or sefling usumlly reeult from chenges in Dewhions of sn Agency

plitlen or repdreents of other cugpousats . e, 1% appenrs
posed almnges Yt 15 expectel cmly to yrovide the seemis. Fioally, the
isek of sxpovience in end losdepmte nowiadge of the Agemey's activities
s to properly cwaluste €08 Justify the proposed chanpes. &8 & resalt,
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' @rﬁ.ﬁxs&m o penbopewast
1. e OB StelD has bed little suocoss in “mrmdbeting work

Its effore Liy S0 seveps of

o Wite kind of tweatmEnt. e difficulties iobevent in the memcuement
et rrsoll) € g sunh mm 86 TONORECHET,

the (8 el 1n {ta review of proposed Sebles of Orgaplastion, to
codoppdng how many positiooe will be required to pexioes

standnrds to cerve ns g gulte, the determizaticn ummily is wede rethor

Tn ctboy vords, OhM may decide how vexy positions

Approved For Release 2003/08/05 : 9I%RQP78-04718A002000400031-3




Approved For Release 2003/08/05 : CIA-RDP78-04718A002000400031-3

% ig rocosseryied thal:

5 W

Approved For Release 2003/08/05 : CIA:RDP78-04718A002000400031-3




Approved For Release 2003/08/05 : CIA-RDP78-04718A002000400031-3

%X, The rinal functios is the ‘providing of mmegenent Con-
sopsuitants where leasible.  The O8N HtafX

Wwawmmwwmemw

geceptable, e survey of study QIERDOG : under thase ¢
avold anything distastelful or objortiomble such ga the eliminstion of
W&W%%Wﬁmw’mﬁm. The end produet at best

mended in paresyaph l.e., above.
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s. The priscipal responsibilities of the Records Menmgement.
staf? (AN 5taff) are to siminister ihe Ageney's Record Mansgament and
Vital Materials Progrems.

¢. The RM Staff is well organized and sdeguately stalfed to
perfore its functions. Its personnel give evidence of cuompeterce ad
morale is high. Very few of its mepders have bad pravicus axperiencs

io the Agency or in the intelligence fisld. While it is not considured

to be an essential qualification for records smongsment work, such :zxm-»
rience contributes to a better uwnderstanding of the Agency's unigue
problems in this field. Jreater use of thie Staff should be m a8 &
medius of caresr development. Experience gained here would be of ines~
timable valne to future senior sdministrative officers and the Siars
could profit by the services of esployees vho have served in related
positions as Area Records Officers.

4+ The functions performed by asch of the three elmmants of the
M Stalf are described brisfly ss follows:

{1) The Project Stafl is concerned with the devaelopsent

of filing systems, filing sguipment and prooedures for ihe malatensice
of Tiles; reports management; corraspondecce improvement; and the Vital
Materials Program.
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{2} The Forms Manegement Branch is responsivle for the con-
trol and standardisstion of forms; design snd reproduction of Agency
forzs; mmintaining an index and 1dentification registry of forus) and
conducting liaison with other agencles on mattars partaining to the use
of their Torms by TIA.

{3) The Records Disposition Branch conduets invemtories of
records; devalops Records Control Schedules; provides technlgel super-

vision to the Records Center ad conducts limison with

Hational Arshives, Livrary of Congress, and other agencies in matters
pertaining to records capagement.

2. The Agency Record Mansgement Program is desgribed in paragraph
5 of aegmtim: Its provisions are derived from several statutes,
principally the Psderal Records Act of 1950, sad Government regulatory
issuances which describe the Director's responsibility as the Head of a
Federal Agency for the creation, custody, retirement; destruction amd
archival starmge of records, sod policies and methods for the preservation
of vital doouments in the event of mational smergency. The RM Staff is
implementing this program to the beat of 1ts ability but with less than
#atisfactory resulls.

f. Although full responsibility for the Agesndy Records Ma:age-~
ment Progres bas been assigned to tho Chief, Hecords Menagemsnt Stafy,
ho is permittad to perform his functions caly in the DD/I and DD/S areas.
The DD/P bas consistently refused to permit the RN Staff to survay the
files or axsmine the records systems of the Clandestine Services elther
in Readquarters or the overveas stations. In that area the Chief,
BI/¥1/1DPF bas been given respousidility spproximately equivaelent tc that
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of Chief, BM Staff but witheut the sanction of regulative authority.
it is bayond the seope of this survey to ceusider the effectiveness of
the racords management effort of the Chief s BI, and ¢iscuzssion of this
problem must be deferred until sn 16 inspection of that unit bag beorn
sade. It should be pointed out here, however, that the divided respon-
8ibility for the Rezords Mena:ewent Frogram bas inpsded its successul
conduct and the Chief, Management Staff, has been remiss in failing to
seek aggressively a solution to this problem.

g+ Withkin the DD/I snd DD/S sreas considersble progress has
teen made. Records control schedules have besn developed for most of
the componenta and response to retirsment regquiresents runge from fair

to good. The Records Center is being used o5y 1AGA

at an ever-inereasing rate and additienal space will be required soon.
he The ﬁee:m Center was established for the parpose of provide
ing s safe storage fecility whers insctive records could ba kept uwntil
their ultimate disposal was determined. Materisls are removed I'rom
current files im Hemdquarters accovding to Becords Comtrol Schedules
and stored in "shelf riles’ at m‘ Center. They rowain aveilsble for
use 1f needed and Records Center provides prowpt servies for the return
of files on reguest. Records Mansgement Steff &ives toshniecal direction
%o the Records Center Lut the Center persannel are carried onm the Office
of Communicoxtions T/0 and all personne) records and sations, bulget,
finsnce, and other administrative matiers are the responsivility of
Compo. This has created, unnecessarily, s mmber of 4ifficult prodlems
both for Commo and for WM Staff. Such metters as the need for sdditionml
awammlmmlyw&tmsmmmmmﬁhﬁmm
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the Tecords disposition progrsm. The Offige of Commumisations, Bow-
gver, is reguired to take actisn ou matters in which they are not capable
af exercising sound judgment. The Records Center was assigned Yo itus

25X1A
affiee of Coamminications becauses (1) it is 25X1A

25X1A

It is recosseoded thet:

v and aduinistrative control over the
e transferred from the Office of Com-

marications 10 the Famagmaeat Staff tegethor with present |

T/0 positions snd purwonoel. |

1. The Vital Materials Program is intendsd to identify i

25X1ABA

mﬁgmﬂmmmmmwmmmm in the possesslion uf
\ CIA which are essestisl to its contimuing operetion end which, in the
event of destruction, would conetitute & sericus or irreplacenable loss.

A repository has bean estatlished at the Ageney's relocsiion sres and &
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greal mass of materis) hss alresdy been deposited there. Agency
Begulation|  |prevides fer this progrem in rether vague terms, ‘The
Chiel, Masmgonect 5taff, has Leea assigned responsiblility for providing
palicy sdvice snd guldance, s for meintalning & suitable repository,
but the identifieation and selsction of swierials considered to e
vital to the Agesey's eontinued operation (s left to the three Deputy
Direotors or their designees. The RN Biaff is giving tedhnlioal supere
viglon to the Vital Meterisls Ropository dul, like the Records Center,
sdninistrative control hes bLeen sBuigned to the Office of Camunicntions.
For the same ressons given in the preceding ssotion, cusmplete responsi-
bility for the Vital Meterinls Bepository should be transferved to
gement Btaff. The Repository should be administered locally by
the Records Center.
It is recummended thatt
1. Complete responsidbility snd supervisory conlrol of
of Comunicationg to the Management Staff; snd
2. Vital Materials Repository bacome & Tranch or seetion

of fecords Center and administered by the Chief, Records Center
as the sanior BM Staff Officer at the site.

J« The ldeniification and gelsctiom of vital saterials in the

DD/P ares i3 preseribed | | Oparating Officials sre give:
asple Isttitude in selecting material for deposit in the Repository
and the operstional dats comsideved

esseutial to the conduct of Clandsstine Bervices activities. Zach
UD/P componsnt prejures the material in sesled contalners for delivery
G the Bepository through RI/FI. Al the Ropositery a separate spece
has been provided to which only TR/P personnel have sccess. The
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effsetiveness of the DB/P yrogram hes not been evaluated by this survey
and so eritieism is belng offered other than to state that the Clan-
destine Services, as in other phases of the Records Management Progrws,
is ecndunting its Vital Meterial Program without referecce o the BH
Staff which hes been nssigued Agency-wide responsidility.

ke In the DD/I area, the problem of identifying and selecting
vital meterials is more compliex. In additien to dotumenta and records
vital to the conduet of business of ewch component, the PD/I must seleet
intelligence data for dsposit in the Repositary. Past efforts to
jdentify intelligenve madterial of vital signifiesnce resulted in the
dapoait of sn urmanagesble mass of docusents and microfilm. The situn~
tion is under study by the DD/I swaff in an sffort to keep the progras
within rexeceble propartionsS.

1. Much of tha vital saterial contained in the DD/3 ares is
readily identified in the records sesential to the Agency's dally
cperation. Each component of the Agency provides for its own parscnnel
and fiscal records and there remains only the need for sach DD/S com-
ponent to select and deposit the records required for its operation,

5. The sifectiveness of the Vital Naterisls Frogram was tested
in Operation Alert, 1955, with gesorslly unsatisfactory rvesults. ix-
tonded Gelays in the recovery of filed material vere experienced and
in some instances recovery was impossible. This was atiributed at lesat
in part to the izproper or imsstcuwrete indexing of material stored in
the Repository. There appears to have besn misunderstandisg on the part
of some Operating Officials with respect to the responaibility for
indexing sand recovery of documents deposited by thew. This may e
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attrivuted at lsast in part te the unclear instrueticus contained in
Agency Regulation [ | parmgraph O.c. Vital materials sre deposited
iu sealed containers bearing an identifying number. The Custodisn o
the Repository records the munbers and filas the containars. He is
responpivle for the identification and recovery of the costainer bul

not of specific documents naking up the comtants. It is the Taspon-

sibility of the Upersting gfficisl to 80 index the cortents ihal recovery

of specified documenis can be made. luprovements made as A resuit of the

experience gained in the last alert will be tested in Uperstion Aler:,
1956,
It is recounssnded that:
Agercy Wegulation [ |ve revised 1o clarify the responsi-
Lility for properly indexing vital materisls neld in the
Repoglbory.

4. The hecords NMenagement Progras provides for the sppolintment
of Ares Records fTicers in sath Ageacy component who will bave
responsibility for saintalining an interral records program. 1% was
intendad that sultable imiividuals would be selested and thoroughly
trained in records saregement practices and that they would then apply
thelr knowledge to the records problems of thalr offices under the

technical guidascs of the FM Staff. In a very few instances cunpsient

afficars vere selected but too freguently Junior afticers with o apti~

sude for the work were appointed Ares Records Officers in addition to
other and sometimes unrelated funetions. The Ares Records Officers
are the focel point of contact for the XM staff and in most offiess it
hns been established at too low a level. The Ares Records Officer is

vithout sufficient sulbority to aggressively pursue the objectives of
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the program. His designation as sueh, however, tends to ghift tbe
responsidllity for good records mamsgement from the Operating Gfficlai
and ms & result little progress is made iz recorde lmprovemert. The
Area Records Ufficer concept should be sbandoned and responsidility for
records manggement returned to the Operating Official.

it is recosmended that:

1. Yhe designation snd appointment of Ares Records
fflcers be discontinued.

&+ Opersting Gfficisls be informed of their specific
responsibilities for records wanagesent and be dirscted to
avall themselves of the services of the RM Staff.

h,

#. Un 2 Pebruary 1956, the Inspector Genernl submitted to the
#C1 a speciel report on a survey of CIA Ramaim. This survey con-
cluded that the Agency hew a& worxable system of regulatory issuvances,
in that the types of issuances are defined, the oategories of informs-
tlon are established, and intre-~effice issuarces are delineated. The
survey further concluded that the system sstablished has not yet beer
balf achieved, and pade specific rezomendations to aceomplish this end.

Be It is imporient to sote, however, that the above reforended
survey on CIA Regulations wes limited to an sanslysis of published
issuances and 414 not undertake o purport to be an ioguiry into the
reaponsibilities, organisation, competente, and morale of perscnnel
and units sctmlly charged with apd engagoed in the procsssing of pro-
poed Ageancy issusnces inte fimal pudblications. The prisneipal unit so
engaged is the Regulations Control Staff of the Maragement Staflf,

¢. The Chlef, Nanmgement Staff, is responsidle for ‘administering
the Agency regulatory systes.” Thls rasponsibility is spelled out in
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dutail in Begulstion Agenay Ragpalatory System, 19 Oetober 1933,
whereln ibe Chief, Hegula®ions Control Starf, is charged with a variety

of duties whigh Ter practical purposes can b« siated as advising and
assisting all major Agency camponents in the processing and publiestion
of issusnoss considered necessary by the respective ccuponents. The
Regulations Control Staff is mo more than a central clearing house for
Agency issuances. 7The Stafl hes no suthority, nor does 1t bave the
knowledge or experience upon vhieh to make infependent Judgmente or o
taks powitive action, to esend, reject or otherwise altasr issuauges sub-
mitied for processing. To & large sxtent the Stalf, end thersfore the
Agercy, sust rely on the Julgnent of the initiating acsponent saad upon
a langthy procese of coordinetion to perfect s proposed lesvance. This

systes 13 proving unsatisfactory for s mmber of remsons. Reactlions

pbtained Suring this survey indicate a genersl belief that:

(1) Many regulations are proposed and written by an
initiating cogponent with only ite own problem in mind rether thau
for the guldasce of the Agency a8 & vhole. AS & consequence, the
regulations are being cluttered wp with unnecessary iaternal proecdures.
{2} sany regulaticons sttempt to tovar every sonceiveble
gituation, rsther than to estaplish policies and fix responsibilities.
Ag & congsepwnee, the regulations are 100 wordy and verbose and leave
1little to the Julgment of responsible individuals.
(3) Regulations are toc long and there are too msny of
them. Most pecple are overvielmed by the present mass of reguations and

Approved For Release 2003/08/05 : CIA-RDP78-04718A002000400031-3
.0 -

25X1

|

A




Approved For Release 2003/08/05 : CIA-RDP78-04718A002000400031-3

{4} The present system of coordination is too uxtensive
and too time conmmming. The clreulstion of dmfis is no substituts for
Tace-to-face discussion by imterested parties. In addition, meny commenta
are ragcelved froo cosponants not divectly sffected by a proposed reguls-~
tion thus Turther impeding soordination.

(3) Coordination of regulations is often a major policy
negotiation which eannot be effectively bandled at the working level
without & watering down of key eloments to tha least cemmson denosinstor.
Present regulations are largely comproxises of conflicting views. When
compronlag is unobtainable, the regulation dles in the coordimmtion
PrOCess.

{6) The present flood of proposed regulastions {30 to 50 per
wornth) is 8o vast that many components baving constructive comments to
poke ¢ill contur rether than consume the time it takes to propose improve-
wante.

{7) There is much verbatim reiteration of Civil Bervice,
Complrolley Gensral, snd siniler bureancratic material in the Ageccy
regulations, vhen in faet such material is much more appropriates for
imaivelon in Ageney handbocks if needad at all. Bowover, since hande
books ave aore lengihy and are exposed to the same progoss of coordination,
they tend to be more 4ifficult to publish then regulations.

&. The foregoing views ave charactoristic of widespread opiaion
within the Agency and to warying degrees have busls in fmet. In n sense
the many cosplaints about the regulations oan be sumeed up 1o one general
conolusion; namely, the present system does not represent nor mrovide
for an sdeguate expression of Agency command policy wnd thinking.
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Begulations are prizavrily an expression of somsand poliey, and, is the
fivsl auelysis, regulations spplicable to the Agency as & vhole must
reflect the thinking of the top echelons of comsmnd. This responsidility
cannot be delegated to the working level with any expoectation that posi-
tive gullsnve representative of besic organisational policy will be pro-
daced. The Agecey reguletory system nseds 0 mowe dirvectly imsorporate
the m&mﬁ of the Director andl other senlor perscnnel.

#. It i3 too much to expect the Regulstions Control Staff, at
ite level, to scoomplish the foregoing. In no sense should these genera)
shssrvations be taken as eriticism of the berd workisg and conscientious
group vhio have done all within their limited power to improve ths systen.
Regulations,; in a sense, merely reflect the level of tasic mansgerial
competence within an organisgtion and henee ons should not view better
regulations as a ecomplete managerial panaces. Regulations certainly
caiinot laprove upon basically unsound divisions of responsibility; hov~
aver, Lo the sxtent t0p mamgenest 18 concerned with an orgsnisation's
regulation system it will be more apt to uncover and reotify smmgerial
shorteomings revenled in the progess of coordioetion.

It is recosmanded that:

i. The DD/S assume personal respoansibility for the Agency
regulatory systen and ensure that principal supervisors inject
sdequate ccmmand Julgeent and policy iato the aystem, both in
the approval in principle of proposed regulations snd ian the
resoluticn of lotrea-Agency dissgreesents.

2. The Regulations Control BtafT be removed from the Manage
nent Stalf and attached direatly to the Office of the DB/E under
? mm 3.* campetect senlor Special Assistant for Regu-

. Consideration of the Agency regulatory aystes cennot ignore
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fervices. This has preslufed the meacimum commitesent of available re-

sourcas in the DD/P area to the eliminstion of the present backlog aod

bobtlensek in the srocessing of Agesey | pabli~

catliong.

It is recommended that:

R%huma Control S FORDEIL Present.
srea be ;@inﬁimm| I&uaim
permanently to the DD/P.

2. The Chief of e | B84 /008 ,
e oommended by the SUA/EDS for his diligence & votion to
ﬁnﬁxmmummmitmmwmm
publioations responsibilities in the fase of unusually 4iffi-
cult aund tyying conditions.

x. Within the DD/6 a d4ifferest pieture prevails in the coordins~
tion asd processing of proposcd issuances. Thare 18 1o specisl aselatant
or etaff upit responsible for developing and coordinating & unifors
1D/5 position on proposad regulatory 1seURnoss. This funetion is
actually being performsd, insofsr s poasible, by the Heguiations Gontrol
Stalf, with esch DD/S gomponent dealing directly with that Biaff. Siunce
mﬁtﬁ“hum:w:mtnwﬂﬂnuiammuwtmm
avery dissgreement up the chain of comsand to the 1D/6 for resolution,
it bas tended te relesse for coordination many isSuAnces which bave
subseguently been the subject of NON-CONCULTELCSS within the DD/S area
ttself. This bas been the cnuse of ccmpimint in other arvess of the
ng.mmmwmmwmmmammfﬁw
sstablish iteslf completely and conclusively as the support elemsnt
of the Agency. 1% appesrs especially desirmble for the /8 to insure
shat issussces emansting for coordinstion from the /8, which

constitute 95 per cent of the total volume, reflect the best possible
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thinking and Judgment, not Just of the initiating component, which sy
nave its own problems upperwost in mind, but of the DD/ as a whole.
If the DD/8, through the special unit recummended in Paragraph e.above,
can in time develop the knowledge mnd provide the guidance necessary to

prepare issusnces for coordisation which in fagt represent Agency-wide

thinking 1t will have performed a vital

step in forging CIA into one bomogensous Organization.

a. The Business Machines Services Staff is respousible for
studying office business mechines and related equipment of poRRible
spplication within the Agency, 4issemimating such information te all
interested compunents, serving as s technical sdvisor on business machine
applications, and reviewing, cuordinating and making recommendations on
all requests for ths acquisition, transfer and disposal of business machines.
Im sddition, the Chief of the Staff serves as Chairman of ihe CIA Patent
Board, which sakes determinations ou the respective Tights of the fovern-
ment and employees in patents developed by Agency sxployees. Recently,
the Staff was nlso assigned responsidility for studylog s sdvising oun
the use of miorofils and relsted techniques.

. The Chief of the Business Machines Bervices Staff trevels
#idely and keeps in sonstant toueh with the lsteat devalopnents snd
gechiniques in the field of business machines ard related ayulipments,
both in $odustry aml in resesrch iastitutions. EBince the begimming of
FY 1956, he kas visited 21 iastitutions, manufacturing concerns, and
sinilar organizaticns engaged in research, development, aud production
of various types of business sachines and related équimt. Among the
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orgpaistticns visited vere ijiocual dash negivler, ibsbamn ddal,

Angerson~iichols Messgensnt inploeers, and Minnescta |

se A e resuli of sush extensive travel axd association thoe
Uhief of the fusiness Mechines Servioes dadl lms lesrned ol mmerous
adveances in the field of buslooses mechines whilch wf¥er gresmi pavmisc
to the Ageasy. e is presently agioving the peseibillisy thes sewly
G conguters cgn be used in wsortals declision-omiting jrucessas

wifiain the famney, pevheps 15 the syalumiion of sourooe. In Aol
field, he is in contact with the BT Fesourch sbomtory of lectronics,
whdoh ig contimuing to explolt the fosslibility of meohine trenaialios
davices. In another ares; & aew goboscople memmy devioe s belns
develooed which can store B0 mdidion digite or clhwaaoters on & four-
inch giass spool, perhaps contributing to the solution of the jrese
Aperwey £ils storege povihles. A Dew  Sln sort  devics oo mounting
microfile stoips in a weable fomm is being developed and may overcase

gome of the presest cblections of resesrchers to the use o mieroiilm .
dats i active Iiles. #ith these mul meny other siullar devices nier
contimsre sty and develogment, 1t appesrs e cevtaimty thel adwasces
af significance 1o the Agendy will cominue to be mede in this fleld ou ;

an increasing wseaie.
4. Althouch the Business dechises services Staft le amxe of
develpueerts of value 3o the Agenyy, it is not effwciively bwinging this

such becimicoal sesistacce. Io reviewing reguesis for wew busineus
machines the Staff is brought in touch with probleme and is fregeeatly
shle o resommend

by the veguestor. owever, this revies fusciion is wmmbie Lo ideostify
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other sreas where business machines and methods would contribute to the
solution of currest problems both administrastive and operational., The
situation ia sisilar to that feced by the Meshine Division, OCR, on
which the Inspecior Genersl mede = specific recomsendation in the OCR
survey submitted 2k April 1956. &Sinve the Chief, Managsment Staff, acd
the AD/CR share s Joint responsidbility for providing advice snd making
recommendations to other Agenty colponents in this field, the reccamendn~-
tion contained in the OCR survey is restated in terme agplicable to the
Chisf, Mensgesent Staff.

It is reccmnended that:

The Chief, Menagesment Staff, confer with the AD/CR and agree
upon an aggreseive progra: utilizing the joint resources of the
Business Machines Services Staff, Masegewmant Staffl, and the Mechine
Division, OCH, to seareh for and identify aress throughout the
Agency, especially st the office and divisional lsvel, wherein
machine technigues can contribute sffectively to the sclutien of
long~vange Agency inforsation bhandling preblems and Jointly recom-
mend specific solutions as appropriste.

2. Io sdditien to this joint responsibility with the AD/CR for
the effective utilization of dusiness machines as applied to information
provessing problems, tha Chief, Managewment Staff, has & brosder respos-
eivility for recommending spplications of business meebine technigues to
vther problems of & substantive or operational nsture. Progress in
meetiog this responsibilisy is dependent upon identifying probless
through a sach greater exchangs and civoulation of informaticn about
business mechines and their potential application to s}l levels of tho
Agency, Hegulation [ | Office Pusinesa Machines, 10 August 1554,
charges the Chief, Manageaent Staff, with “dissesinating iaformstion relasted”
to business mechines and their possible sppliomticn throughout the Ageney.
To date, this responsibility bas only been met through the persoval
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contacts of the Chief. Business Machines Services Staff. Bo effort has

available to the Staff more widely through the Ageney and by ubilising
broader snd xore systematic means of education and trainiag. DP/P recently
vade a start along these Mnmbyhawmmmme&uhitm o T
date dictation machinery available from ten different manufacturers. See

IT 38 recoamended that:

l. The Chief, Mansgement Starf Papare and circulate
thmwat m Agoncy informal %ﬂmézmu sxplaining in simple
tm’ i mwt advenees in asd possible applieations of newly
developed office business mschines and related aquipment,

@« Within the Federal Governpent, cash smwards for Suggestions
isading to improved efficienay of eeonomy date back to a 1932 Act af
Cougress authorizing sach payments to employees in the Ordnasce Depertment
of the Army. Thereafter, various m Publie Leawas extonded the PYOL TR
plecemenl to other departmests and agencies of the Goversment. In the
course of such legisiation, provision vas aleo made for awards to
enployecs for utstarding or urasually meritaricus performance a8 well
ae Tor awards based upon Sugpestlons for imeresaing the efficiency ox
econamy of operations.

e  In 1954, Congress consolidatad and codified all Previous
legisiation in the incentive swards Tield into one basic statute knowr
a8 ‘The Government Xsployees Incentive Awards Aot (Title III of Pudlic
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Law 763, ©3ré Congress), approved 1 Septesber 1554. This Aet constituted
a firm espression by the Preeident and the Congress that thers be a
Goverussst-wide incentive awards prograsm, encouwrsging all eivilian em~
ployees to participate in the comuson task of lmproving the efficiency
and economy of Uovernment operations, and providing cesh awerds io
euployess who by their suggestions, ilnventions, superior accomplish-
went, or other personal efforis, contribute to tha ~--- improvement of
Govervment operations.” This statute came into foree on 10 Hovesmber
1954 and, togethsr with regulations prosulgated by the Civil Service
<amisslon on v November 1956, constitutes the authority and beeis for
the Agency Insentive Awards Progrem. The Ageuoy appears obligsted to
participate fully in this Government-wide program, except in those
areas wherein the Director has determined that such participation eon~
Tiiete mth aertain of his specific statutory responsivilities, espe-
cially as related to the protection of intelligense sources and methods.

¢« By Hegulation :let 17 FPebruaxry 1956, the Chlef,
Hanagement Stalf, is charged with sdmicistering the Agency Incentive
Avards Progrem. He bns delegated the staff aspects of this respomsi-
bility to sn lonentive Amrds Steff composed of tuwo professional and
three clerical personnel. This soml) Staff is responaible for the
processing of employee suggestions and for providing support to the
Agency Iscentive Awards Board through an SZxscutive Seeretariat. Sud-
Ject to the limitstions discudsed below, this Btaff is perforaing its
aspigned duties in an efficient and conscienticus manner,

d.  The Incentlve Awards Staff 1s endeavoring to administer
he Agency lucentive Awvards Progras under the provisions of Regulsbion
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[ |21 Aprid 1953, and several related Notices. This basic regu-

iation not only sntedates the Incentive Awmrds Act of 1956, but also
fails to reflect the present status of the Program within the Ageney .
For exumple, mmxmwmwvmmmam
with respongibility for aduiaistering the Progrsa, vien in fact this
rapongibility was transferred to the Chief, Maregsment Siaff, on 1 June
1955. The regalation continues salary intresses &3 & type of . insent.ive

sward, although such svards were eliminated in the Ast of 1954, Hotices

| [issued in mid-1955, papding revisien of the lasic

regulation, 4o little to elarify sueh mwm in the minds of average
Agency employees.

€. O 1 June 1955, when responsibility for mdministering ithe
Incentive Avmrds Program was irapsferred from the Director of Personael
to the Chief, NManagesent Staff, the Incentive Awards Staft comsleted of

and bad & dacilog of

appraxinately 500 suggestions on which no sotion had been takes. By
August 1955, the Chief, Maragement Staff, bad incressed the Incentive
Avards Btaff te five perseanel and by May 1956 she Staff hed redused the
packlog of suggestions to 409,

£. 'The Staff follows relatively set procedures. 1t reviews
suggestions, refers them o sppraising cffices, aascembles perticenit
compents, puts suggestions -n the Iacentive Awards Board Agsnds, and sub-
mu s brief to the Board containing specific recommerdations for action
on emch suggestion., During the pest year, in oddsr to help cut down the
packlog, the Staff has been cireulating packets of 10 %o 12 suggestions

to Board sesbers for direot setion. These packets, of which 31 have been
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gireulated, contaln elear-cut resommeadatisns by the Stall Ior son-
adoption of suggestions, This systes bas proven effective in reducing
the becklog without forsal Board setion. Nowever, therse 1s & strong

feeling boyne out in part by statistios that the absance of Board dle- |

cussion and group consideration bas mitigated agalust adoption of an
undstermined nomber of meritorious suggestions.

Z« The Incentive Awards Board consists of the Chief, Nenagenent
Staff, as Chatimwan, the Director of Fersonnel, wd five mmmawm_
representing respectively ID/I, DD/P, DB/8, Training and Commmiontions.
The Board mewbership wvas origlnally fixed by Regulation discussed 25X1

in Paragraph 3 sbove, and bence dates back %o & period when the Offices
components of ths

msanications and Training were separats major

Agency. Notics[ |26 Augist 1355, wade no change in this oen-

cept and hence the Poard membership is &rmwn priserily fram sgpport-itype I‘\\
persormgl. This situmtion is balendsd in part by a apecial pasel of \;ta‘.\_
three members appointad by the Director froam the DED/P ares 1o ecnsider i

suggestions perteining to operstiomml activities of the Clandestine
depvices a8 distingulshed from suigestions dealing with adsinistrative
grocedsss or substantive mstters of s oom~clandestine mature. The most
recent appointments to this panel are set forth in Fetice[ |5 July  25X1
1955. The Intentive Avards Board meets ouce & month and the special
sanel usuelly meets about once every two months.

e A stuly of Apency-wide participation in the Incentive Awards
Progres indicates a significant downvard trend in the nunber of suggustions
veing subaditied, with & corresponding decrease in betnefils to the Ageney
both in tangible monetary savings and in intangible esmployes effieiency
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and morale. In MY 1954, 762 suggestions were submitted of whish
{six per cent) were approved, resulting in an estimated first yosr savings
to the Agercy of 476,61, Im FY¥ 1955, 563 suggestions ware sutmitted
of which 69 {eight per cent) ware spproved, resulting in sn estismted
first year savings te the Ageney of ¥77,981. 1s the first nine months
of PY 1996, when the full impeet of the Incentive Awards Act of 1954
should hmve been ssiring itsslf felt, only A20 suggesiions ware submitted
of which 45 {eleven per sant) were approved, resulting in sn estimated
first yemr ssvings to the Ageucy of $33,772. The mmber of suggestions
amproved in & given [iscal year can be dsceiving in thal many approvals
reflect submisgions from s preceding yoenr. This discrepaney in no vay
alters the basic Tact that Agency participation in the Progrea is de-
creasing. The mim of this mmmmwtm
the record of Agency perticipstion is compared with a Joverment-wide
mean giroulated by the Civil Service Cosmission. For exsmple, in FY 1958,
FY 1555, sod the Tirst nine montds of FY 1956, the Agency bad approximately
25X9A2 | [suggestions submitted respoctively per thousand employess,
a8 coupared with a Goverpment-wide svernge during the first seven months
of operatios under the new Incentive Awards Aot of 102 suggestlions per

sabely eight pur sent of a1l suggestions reveived, conparsd with &

Governmemt-wide aversge of twanty-five psr cent adoption of suggestions
recelved. In other words, Agenay perticipaticn bas bees rmumning less ,
than cne-helf of the Covermment average, especially during recent months.

* Computations made within the Office of the Iuspestor Gensrsl.
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A Ifi%nh@mayza%e1ﬂﬁ&W&i&t#ﬂ@mﬁ&h&hrgmrzs
& nusber of specific deficiencies must be overcoue. The most importa.
of these are as follows:

(1} A reputetion for delay: The tremendous basklog of
aumtmmmmmwmmxﬁsmmw in proces~
«umgt&tmw}mwm&nmw&mtmmm.
m-mm-mmmmawmmvmﬁmuw»

Tion,

samstimes peremptary rejection of wmany siggestions, with resulting dis-
satisfaction on the pert of some esploveos,

(3) Poor regulatory tssumnces: Confusion and misunderstand-
imammmwwmmmsmnmmmm
zmunzamwﬁmmw,wmdmmc
wimnding obsalelescence of Regulation| |and partly because of
uicertainties as to the relation, if sny, betveen svmrds for improveamest
Suggestions avd awerds fer maritoricus perforwance. O 31 March 1958,
mmwa:mmmmmgmfw
and Lo mmged by the Director of Perecnnel. Responsibility for sug-
gﬂt&mwmﬂ%mmﬁe{, Management Steff, but this
miutimwmmmmmmmmmm
wwznmimuamhw&mywi

(k) Bissed evalumtions: Too much relisnce has been placed
aatheﬂimn:utﬁmaﬁhﬁagaﬂﬂ&mnindw&wn&ﬁustﬂnamﬁhsaf:
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sugzgestion., Some offices view employes suggestions as inferestial
eriticism of office managesent and hence tend to disparege suggestions.
The Committee often incorporates and foremrds the writtem commants of
the appralsing offige verdtatim $o the suggestor, rather than developing
frployess are quick to sesse the absence of independent svalustions.
(5) Poor publie relaticas: Insufficient publicity bas
beer given tw the Program, partly becsuse of a relucteance to push for
pore suggestions at 3 time when overy effort is belng plsced upon the
reduction of the backlop snd a elarification of responsidilities.
There is siso sose indication of reluctence on the part of the DD/P

to senciien publicity in hls ares.

{7} Penuy pinchingt The Inventive Awards Committes has
tended to be unduly res'Fictive in spproving monetary sxards for sug-
gestlions entailing intangible benefita. For cmople, sinte the begin-
ving of FY 155k, 50 awards totaling $4,310 were mede for tangible savings.
Durisg the ssme period, 127 swards totaling 32,875 were sade for intangi-
ble benefits and 16 swarlll toteling $1,575 were mmde for conbined
tanzible snd intangible benefits. TRis record has discournged employee
sugeestione of an lntanglible mature, which in the long run may prove of
grester value to the Agency than suggestions related to essentially
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{3) Deficient leafierghip: The persunne) of the Ingumtive
Avards Staff lack the grades and operience necessary o deal effectively
with secior supervisers, to render sound Judgment ou the value of msny
suggeetions, and to generally provide impetus and vitality to the
Progrem.
1. From the foregolng 1% is agparent that the Agency Imcentive
Avards Progesn is far from adequate at the present time, The subetantial
muiber of suggestions which srw coantinuing to be received even in the
shaance of muwh sncouregesent indiostes the potantial valus of the Progrses.
In 2 new Agency with meqy unusual and unigue functions the possibility of
receiving walusble suggestions must be considered high and should ve
razed 1o the maximm. Furtheroore, there is an sbligstion upon

ihe Director to comply with and support & Sovernment-wide program initiated
by the Congress snd strongly sndorsed by the President ia a letter to the
1954,

Heads of all Executive Departsente end Ageneies on 20 Pesambo
It is recomsended thet:

1. Appropriate Ageccy regalstions, | _ I
g;;;j;:ghwthw;ﬁuayamdaums:ﬂ”ﬁnI&mmﬁﬁwu&mumilatﬁx
[55%, the Civil Berviee Casmission regulstions of § November,
1&&mﬁdtiﬂﬂ?ﬂa%ﬁﬁﬂ#ﬂaﬂ@@ﬁﬁ?i@ﬁﬂmﬂJM%IﬂﬂMhlﬁw
and other partirant Agescy poliecies be published as s ustier of

#. The mecbership of the Incestive Averds Bosrd be realipned
to provide Lrosder operationsl mnd substantlive membewship and that
the Chalmsan of the Bomrd convene sestings se frequently as mcces~
sary to eliminmte the Aseney bmcklog by 31 Decesdber 1950.

3, Upon publicstion of the basic regulation establishing the
Program, an imsediate and wil cooceived program publisising the
Insentive Awards Progrms be Initisted by tha Staff under the
guidangs of the Ingentive Awards Bowrd. In the aveat dlsagrec-
nent ovor the scups of the cempeign develops within DD/P, the
wmatter should be referroed o the ICI for decision.
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4. The Chief of the Mansgmart Staff take lmmediste aetion te
ugrade the : rmpmum@nmxmummsmma
inswre that the positions ave £1lled by the most highly qhelified and
uxperienced persormel available.

grmxmmuwmmmwmmwmmt
orgusisation and secagement studise on the walue of suggestions
shiich relate to the basie Pupotione of au appraising office.

f: The Incentive Awards Board establish and adhers to more
1tbetnl palicies snd award soalas appiieable to jntangible venefits
in epdsy to stimilate grester empluyee perticipation in $his important
aspect of the Progras.
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1. Genersl
B, The Office of the Geneml Comssl is compossf of the

twn Assistant Jeneral Counsals are lotsted ab oversess stationg, ALl
el on the 3talf are capedle and highly amlilied
attornays, and most have had experiance in othor aress of the Agemcy.

professiomml pers

Tae T/0 iz flexible snd grafes are nssigned cossensurate with an

indiv 's capabilities and awparience rether than oo & stetic basis.
The Office is adsinistered effsctively, sorale 1s high ad the wOrk
load, though tending to be cyelioml, is well within the ompslilities
of the stell.

b, The United States Government Orgmnisation Manaml indicstes
et in ooet Foderal depariments and sgencies, the gmemal counsel is
desigated as the chiel leghl officer of the ovganisation and as such
ne and his gialf sre responsible for all lagal activities of comeemrn

6 the respective department or sgency. An snalysis of the respomsibilities
assigned o the variowss goneral counsels infiicate that thay fall into four

gexaral categories:

(1) PFroviding logal advice and assistence to ths hesd of
the orgasization.

(2} Providing informel legal sdvice sand guidance to all
slesenta of the orgenlisetion.
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{3) Performing legal review end approval functions
ﬁmmmmwmwwmmw.
(&)

ting Lisison on all legel affalirs, sgpecially
e. Within the Agemcy, Megalation [ |essigns the Gemomal
Conmsal "respeneibility for sil legal metters arising ia omneetion

ﬁm&smmwe@mw.“ Hotwithatending this
sssignment of responsibility, the functions sctually psriommed by the
W&MmmmmMawmwmu
not, o is wmble, to perfore certain sssemtial activities novwally
expested of & genersl counsel. the following is & detailsd anslysis
mm@mwuvnmefmwwwmmmmﬁ
the four gesersl responsibilitise set Sorth sboves

a. Tos Genaral Cowwal is directed Wy Begmiation[  |te

"aot & sfviser to the Director on leogel msttars.” This simple ststament

doas not in 1tssif sccomplish the odjectiva. Seversl other prerequisitss
gro regaived; ﬁ:ﬂ,t&uﬁmlémlm@bamm;
W,mmbamwmmmmmmmmx third,
fourth, the Director st seak the Gemsrsl Coumsel's advice.

be At the present time, the Genaral Coumssl is not organien-
wmnmummwam@wmmummmum
Wﬁamrmtwwwwiﬂ,mwwﬂamm
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to the Qffice of the MY/3. Both the Gemeral Counsel end the ID/S
nave pade it clsar thet this is primarily for organisstions] conventence
sod should not meterially affest the Genernl Counssl's &irect chsnnel
to the Director. In pomctice, however, this hes not proven 0 be
ertivaly the smsa. The Genersl Counsel sttends the ID/S' steff meetings
rether than the IXI's and 15 thus removed coe achelon from & positicn
of proviSing direct legal advice and sasistance to the Pirector. In
addition, there is a growing tendency oo the part of the HO/S o
utilime the sbilities and Julgmert of the Gemeral Counsel in the come
sidorntien and solution of porely ID/E probless. In & sense this 1a
menifested by the Genaral Comnsel's own suggestion that he provide en
{irforsal foonl point for the review of regulmtions initistad in ths
ID/5 mres prior to mitmission to the Regulations Comtrol Staff. Thails,
of course, 1s useful work mnd parfectly seceplsbls wp %o & point, but
shan 15 begise $o cremte a mdtle situstion wherein the Ganaral Counsel
ing to think and to act, perheps wwittingly, &8 & staff sscistant
to the TO/E rather thean as tho Oetisral Counsel of the entire Agancy,
the time hes come for & reconsiderstion of his role.

c. This survey is Limited to & considevetion of the /B wrd
his mediste ares snd cenmot evaluate the relative foroes opersting
at ths Dlrector's lsvel to giace the Offics of the Ommera) Coumsel in
its present position. It is inappregrists Lo meke specific TOCCENeE 8~
memmmmmummmmw
eviluntion of the Agency's Grgaaimsticn, cansiderstion be given to
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a. Pos Genersl Coumsel snd his senior sssistants sre cepable
of the Agenay aod ite prefecessor orgsnimations. However, workisg in &
highly clnssified orgenismtion, the Genersl Counsel sad his essistants

ﬁmwwwsmmwmm-mamm;
the Geners) Coungel has sn sgually challenging role in Seveloping,
interpewting, shaping, providing precefSents for snd otherwise tramalsting
the two basic organic acts of the Agemcy (the Batioosl Security Aet of

1947 and the CIA Aot of 19%9) into vital end meaningful documents.
Mawnmmmwmmmwmwww
of first jspression in the iawv, The interpretetices pisced on such words
mwm“mmmwwmmntuwmm
ts snd agmuies,” "services of comson eoncern,” and

Iven pore Wmmmmmtmuwmmm&m

Director's powsrs in such fislds ns reisbursement, ponfidentinl fonds,
%mﬁmﬁmnmmwmﬂwwm

pathods. In addition, iheve are crucial interpretstions rolsted to the

Vs and BCID's to be developed mnd sheped comsistent both with the
basle law and vith the requiransuts of the Ageocy.

e. Admitsedly, mmny Opersting Officials sssume the preroghiive
of interpreting such legisiatios and directives as they see £il.
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Bonetheless, it is strongly felt thet the Gensmw) Comnsal hes an
obligation %o develop wnifors interpretations of the besic sistutes
and directives governing the astivities of ths Agency end the intelli~
geuce commnity. Tae booklet put out by the Generel Counsal oentmining
ciher than as e refersnce to the stabuatary langesge. It mey de arguad
be used; howaver, the used exists and 1{f the Cenovel Ceumsel £{11s this
nead effestively ho may find an incyessing domend for and ascseptance
of his comnsel at policy levals in the Agancy. Thers sewms 1ittle
doubt, for wemsple, that the Office of Scientific Intelligesce cowld
have used soms well conceived legal sdvive in recent years in sorting
out its responaidbilities vis-a-via militery depertmental intelligense,
word in such mstters, but it does meen that sonme sonsistent and csre-
fully orpaniged interpretation of “paticnal” versus “dopartmental”
intelligmce would prove usefl in dalinesting responsidilities for
intelligenca,
i% is

NMWWWWWwMMM mw
73 mﬂm rmmw for ﬂm mfs mﬁ BRI L ‘

ndad that:

mmmmawmwmmmmum
dlreutives spplicable both to the Agency end to the intelligenss
coEpRnily 45 & vhole.
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B xamwmmwmmmxmmam \
and effective werk. wmsmww@mw
mammmmwmwg Theas inoluds questions
mtﬁam&%ﬁxﬁmﬁm@ﬂa,mmﬁw#mmmﬁ, !
‘ﬁmmmM@ammw*aMmm,m
snoes of en suianobile or aixplsne crash involving Aganey
me,wmawotramuumzruwm:wmﬁ |

, o |

iy others. mmsm,wmlwmmtmw |
| 1
fwmﬁmmmmmwmmmmmﬂt |
Wmﬁmwwwmmﬁraﬁwmm. |

stwmmwmrwwﬁaﬁmu@mmw

the Gonersl founsal to forsske purely pdvigory stetus &l BSGURE LERHOTRIY

|

1

|

|

I

|

|
scpereiing responsibilities whan the nature of the problas and the bost |
mW@W@mw'mwmwgwmmwzz ]
| |
dutalled knowiedge of the lsw. 25X1C\E
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&. e Cenersl Counsel confer with the Pirsctor of
Mmsaammmmfwwmmfmaw
of the Gffice of Tmining to educate perscunel, sspecially
in the Clandestine Services, on Agency tex procedures and
regponsibilitien.

¢. In considering the role of the Genersl Counsel in providing
1ﬁémim“mmm, gome mention must be made of the need
for locating the representatives of the Genersl Coumsel's Office in
close proximity to the principal users. Experience imilcates that vhen
attorneys are close at band, their advice le frequanily sought but thet
requests deciine im direct rasio to the extent of physioal pepareation.
amre of this situation, the General Counsel has achieved & pertial

sclution by loeating three attommeys in the 0B/? ares; ome in the Office

of Logietics; and two OVErDEAS, 25X1A6;

hese six attorneys located throughout the Agency sctownt for & signifi-
cently largs volums of the informal mdvice and guidance Teing provided

on 8 daily basis by the Office of the Generml Counsel. It is understood,
howevey, that plans are under considerstion to move the three attorneys

in the DD/P ares bmck to the Generml Counsel's main office in Hast
putlding. Such & move will msterisily reduce the effective legal support
being remdered to the Clandestine Services and will be & distinet reversal
of the DD/8' expressed desire to provide prompt end effective support to

the DD/P in all aress for vhich he es responsibility.

The UD/8 and the General Counsel explore all altermatives

and arrive st & solutien which will permit the retention of the |
WWW&“MWM{PW l

d. qummma:muummwmams

responsivility to provide informal sdvice and guidance is, of course,
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o oot cnly quickly preep the legul bgiicetions of Buy wblew

. Dowever, in the loag rus, the success of the Cenaral
the Ageooy is dependent upon the showoter snd gualily of the edvice
tion thet; in mey areas, the Office of the Cenernl Touase) is

sl vitel to the astionel security. Resmsielly the Divestor
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wrtwithatnedlng ay othar provision of law. Iz the fece of such

lose jodned forces with othsr arens of the HD/S and road inte this

lagislasion swh concepts ss, "the Iaw gives the Director the power
but not the suthority” o eot 1n certain sress involving, for coupls,
confidantial funds. In & oomse the Generel Cownnel hes set himeelf
g the consolence e protector of the Directer end often tekes the
functions of the Agmoy. The Ganerul Coungsl takes the genersl phsition
£. This swrvay Goes o0t for one moment coutend thal wnoome
trolled and cepricious utilisation af the Director®s specisl powers
siwaid be senctloned. However, it is contenfied that ths Direotosr
should 5ot bind himself by & movess of Civil Service snd Comptroller
dge or veference to the special wmission assigned to this Agemcy.
fed that s0 lomg ss the Virector ssteblishes and maintaine
sl asd egaitable perscnoel, fMsoal, and other adxdndetmative pro-
cadivres of his own, the Congress will ssnction and sppoove the conflnec
wse of special powers giver o the Pirector o use, nol to svoid.
It is believed that the Gemersl Counsal sheuld taks the load ir srguing
for the adopiicn of new snd simplifiod adeinistretive procothures. It
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peskons wy 1t s &
" ol should take s ware sggvessive role iz Lattisting

wwmmmmmawm;mmmw
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It is recommended thatt

1. The Qenarnl Coansel devalop sn sffiwmabive aitiiude
wunrd roguosts for legnil advics nod seek to suppart %o the
mascisugs the poals und dbjectives of opersting components.

2. The Geerval Counsel uwsmnmwm
wimwwmw mmwmﬁmm

&. ‘The specific review sud spprovel functiocos customsrily
approvel of sostrecis, relasse of infmewtion to Congress, investigetion
of Prawis, review of pptent cladmes, and othar specific fwsctions which
sre clesrly assigned as responsibilitiss of the General Conuaed in
contrast to kis informml adviscry dutiss. A review of Agency regulstory
isgusincss dlaclose & muber of pertizent references to the Uancysl
founzal. In & fow of thess veguiations, the Uamwrsl Counsel is charged
with & specific respomsibilisy. For essagple, “The Cunsral Councel

L Coungel will apgrove the legel form of contrecia of
amplaymens with ompizect sgents and oovert mssociates.” However, most
statanents. For emeple, "in doveloping sduinistmaiive plans 1t i
“an guestions concsrning politionl sstivity by Agency employeses the
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ar necesesry. A full tebalstion of these

B Aaw«mmmﬂmmmw
twmmmmmxmmwmmm
pilities. This may to some extent be inhevent iu tho role of & guoseral

4.3 states thet, "...in gaections concerning the lagality of the wee

aspacte” of such W%me*w." The Direstor can
Wﬁmm&amumﬁtwm&mmnatﬁﬁmm

1 sgree with him vhenover poasible.

TO/5 arwd. mmwmmmmmmw
foon svary interosted peaty. mmmmwm
one party has the basic anvwwwmmwm‘.
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ssugit up 1o the general LO0MEL ytion process without & glesr indiot-
sion of the previse weight, Terce, and ofPect being given to his views.

e tires groups of published cpinicns of the Getersl Cawnsal ere &
goed iilugtvation of this point. dnat sacily is the ststus of these
mmwmmwmmf mwammmmamm
fast sitwmtions or are they merely for ths infopmaticon snd guidsnce
of wrking level One s inclined %0 the view tiat thase
0T in st lowst ond instance suthorized a pRymont peevicusly ggposst
in & nine gage General Counsel opinion (Muber 555, 15 Peouary 19551
mmxmmmmwmﬁm&wmﬁmmt
mmmmmmmmmfa,mmmwm

4. Ou the other hand, there &re ewsmples of the General
mﬁzwﬂw@mmmmﬂmﬁmwmﬂm
mmmuwmmwmmmwmwm o

25X1C

B mmmtﬂwmwmwwm-
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play o buy ™olo. He mas dmsonstrated his #bility o 40 80 when the
reaponsibility is mede olamr. ¥For sweample, the Apengy hag yet to

mmeamwmm&xmw}m

saparsted wnder Section 102(s) of the National Seourity Act of 1947
pleads the Veterma's Preforwncy Act in defemse. In aoe well imown
m&;mwmaaﬁmmmm,mmms
MWWI%"MWMW An sssigoment 0 the Genevel
W@i%%ﬁ%m@%ﬁiﬂ@t&mw&mmm

we are tntimated could well save the Agmay & repatition

. Purthermmors, such o ossigmment of
rwmmwm&mwmmmm&wmm

xt 1,3 g Do B 7t AL

1. mw{smmmmmmm
spenific functions which he desives the Seneral) Counoal Lo
araraiie.

o w: Ilanﬁ} wm MMW; heds
im sach @m in a for
parpose, stetus, and uoa.

%, Tha General Coumsal develop and maintaln w-to-dats
a@wmmmmmmmmm
WWW&W@M*&@MWWM

mmﬁwm&mmwm& this Aganoy

Approved For Release 2003/08/05 : CIA-RDP78-04718A002000400031-3




Approved For Release 2003/08/05 : CIA-RDP78-04718A002000400031-3

sgencios whose cporatione relmie to those of the Agenty. Mout notable
among these are State, Daffensc, Intarusl Reveoue, Imdgraticn sod
Satarelimation Sevvice, and ths General Services Administmation. In

the early Gays of the Agency, relations with the Immigration snd
fisturalisation Service reached sn impasse beomune neither side sppoeciated
the fall force of the lawe sppliesble to the other's yespansidlilities.

The Gemeral Coumpal ook chamge of this lisiscn for seveyal yeurs,
astablished an effective patiew Of opermtion and then roturned re-
gpomaipility for an established

lisison arresagesant to the Seowrity
Offico. Thiz ono be comsddeved e axample of lapgel liaison work at

t fiald of lagislative Limison,
e Gounernd Counsel no longer hes peincipel reaponsibility. This
gepmration of en inhevant responsibility of the Gonsrwl Couwasal is

somsidored wesound oa & long ters besis and 1t i sngpestod that in any

orareall veview of top echelor mssigemts of responsibility, thw

roquasts for cenges or s8ditions to existing legislation mre sssabled
from various componants spd sulssitted to the Legialativa Limison Officer
in dreft form. ALl Office of the Genseml Counsel support requasted by

the Leglelative Liadson OFfiecr is fully eod chaerfully peovided.
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